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Foreword 


In the Middle Atlantic Region five professional education devel- 
opment teams have been set up to push forward the main work of 
the CPEA They have been considering: concept and function of the 
job of superintendents; recruitment and selection of qualified per- 
sonnel for training in educational administration; basic profes- 
sional preparation of candidates in school administration; con- 
tinued professional development of superintendents; structure, 
organization and cost of programs of pre-service and in-service 
education for school executives. 

Each team has a two-fold responsibility. It meets from time to 
time to serve as a policy-making body within the general area of its 
competence; it decides on projects, allocates work among mem- 
bers, and reviews progress to see that no gaps develop in the gen- 
eral pattern of the report. Individual members assume responsi- 
bility for supervising or carrying out portions of the main study. 
The teams consist of superintendents of schools and faculty mem- 
bers from the sixteen cooperating colleges and universities who are 
interested in the area under investigation. Each team coordinator 
prepares an interim report recording the progress of that team to 
date. 

Continued cooperative efforts will undoubtedly add to this in- 
formation newer insights on the professional preparation of school 
administrators. This report, therefore, can only be a benchmark on 
the way to a new era in Educational Administration. 


Daniel R. Davies, Coordinator 
October 15, 1953 Cooperative Program in 
Teachers College Educational Administration 
Columbia University Middle Atlantic Region 


A TRI-DIMENSIONAL VIEW OF EDUCATIONAL ADMINISTRATION 


The Cooperative Program in Educational Administration is dedicated 
to the improvement of public school administration. 


It has committed considerable resources to ап analysis and synthesis 
of the major components of educational administration—the man, the 
job, and the social matrix—through the three dimensions of content, 
process, and sequence. 


This tri-dimensional view provides a helpful perspective for studying 
the important function of educational leadership as an integrated and 
dynamic whole, rather than as a collection of fragmentary elements. 


CHAPTER | 


Why Study Recruitment and Selection? 


А CASUAL survey of the literature in the field indicates that little, if 
anything, has been written on the subject of the recruitment and 
selection of school administrators. It will be the purpose of this 
pamphlet to show a need for some serious consideration of the 
subject, so that universities engaged in the preparation of school 
administrators will carefully review and evaluate their present 
procedures of recruitment and selection, and perhaps be willing to 
invent, adopt, and try out new procedures. It is also hoped that this 
publication will be of some help to city school systems and to 
boards of education seeking new procedures for recruiting and 
selecting administrative and supervisory personnel. 

The discussion of the topic will be confined largely to studies, 
conference reports, and contemplated projects of the CPEA-MAR 
Team on Recruitment and Selection, although information on the 
topic from other sources will be utilized where necessary to give a 
more complete picture. 

The need for more serious consideration of this topic will be 
discussed in the light of the following: 

1. The changing concept of the job 

2. The present supply and demand 

3. Inadequacies of present selection techniques 


CHANGING CONCEPT OF THE 
JOB OF EDUCATIONAL ADMINISTRATION 


Although the studies on concept and function of educational 
administration are far from complete, the hunches from these 
investigations, reinforced by opinions of experts in the field, 
indicate an expanding concept of the job, the man, and the social 
matrix. 
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The interdisciplinary task force has advanced a rather fascinat- 
ing tridimensional concept of the job and the man. This concept 
defines the job as having the three dimensions—content, process, 
and time sequence—with each directly related to and dependent 
upon the other two. The content dimension consists of specific 
things the man in the job must provide or do to develop an educa- 
tional program that meets the needs of his community; the methods 
the administrator uses in solving his problems constitute the process 
dimension; all action takes place in a time sequence, the third di- 
mension of the concept. 

The tridimensional concept of the Man is equally interesting. 
The three dimensions of the Man are capacity, process of behavior 
response, and time. His capacities are of three types: somatic, 
intellectual, and emotional. The process of behavior response is 
composed of gathering information, drawing inferences, dealing 
with interpersonal relationships, predicting and deciding, and im- 
plementing. The time aspect is a continuum. 

Although there is still much to learn, it would appear that the 
emerging democratic society demands a new kind of educational 
leadership. The day of the authoritarian, manipulative, paternal- 
istic, or ineffectual laissez-faire types of leadership is rapidly 
passing. In addition to possessing a broad general knowledge of 
educational theory and practice, the new administrator must be 
aware of and better understand the social, economic, and political 
forces at work in his community, the state, nation, and world. As 
a cultural leader in his community he will need to be well grounded 
in the humanities, arts, and social Sciences. He will 
in human relations. Whether workin 
he will demonstrate his ability to release energy and creativity in 
those with whom he works. He will possess a rugged constitution, 
enjoying good physical and mental health to withstand the many 
pressures that beset him on the job. 

As a better understanding of the new concept of the job of 


school administration is gained, universities will be better able to 
develop techniques for the identification and sele. 


young persons for this important position. 


be a specialist 
5 with individuals or groups, 


ction of promising 
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SUPPLY AND DEMAND OF EDUCATIONAL ADMINISTRATORS 


The question of whether the better qualified persons are selected 
for positions when there is a surplus of certificated persons avail- 
able is a debatable one. If the final selection agency (in this case 
the board of education) is highly competent, the problem might not 
be so serious. Although boards of education are improving in 
their methods of selection, they are frequently overwhelmed by the 
flood of applicants who apparently meet the minimum requirements 
for certification. 

Because of the gaining momentum for school district jointure 
and consolidation, questions are being raised concerning the need 
for fewer school administrators in areas where jointure or con- 
solidation has taken place. The future role of the county superin- 
tendent of schools is another problem for consideration in any 
discussion of recruitment and selection. 

Recruitment and selection are directly related to supply and 
demand. Answers to the following questions are desperately 
needed: 

1. How many school administrators in the various categories are 
needed each year? 

2. What are the causes of turnover? 

3. What has been the effect of jointure and consolidation on 
demand? 

4. Should the supply be controlled; if so, by what means? 

5. What can we learn from other professions concerning con- 
trolled supply? 

6. What career patterns are evident among experienced ad- 
ministrators? 

1. How will the changing concept of the role of the office of the 
county superintendent of schools affect demand? 


CURRENT METHODS OF RECRUITMENT AND SELECTION 


Recruitment 


The selection of one's vocation is one of life's most important 
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decisions. Although vocational guidance is a well-established area 
of study in high schools and institutions of higher learning, the 
forces that operate within and on a given individual in the making 
of his vocational choice are many, varied, and illusive. It is almost 
impossible for even the most successful persons to identify the time 
and place of, or reasons for, their choice of a particular life work. 
The best hunches would indicate that it is a continuous, never- 
ending process beginning with an individual’s first consciousness 
of the world at work, and continuing consciously or unconsciously 
throughout life as he advances in his profession or changes his 
vocational direction. 

There is, however, some evidence to show that certain factors do 
influence vocational choice. If those factors that influence persons 
to choose education, and particularly educational administration 
as a life work were identified, a planned program of recruitment 
might be more feasible. 

* A survey of approximately one-hundred booklets, leaflets, and 
magazine articles recently made by members of the Phi Delta 
Kappa National Commission for the Selective Recruitment of 
Teachers indicates that although an abundance of material has 
been prepared for teacher recruitment, the job of educational ad- 
ministration is barely mentioned. Typical of the treatment is that 
found in the book, "Teaching as a Man's Job," published by Phi 
Delta Kappa some years ago. Although the book contains seventy- 
nine pages, only two are devoted to opportunities in administrative 
and supervisory positions. In addition, statements like the follow- 
ing, though true, do not encourage able persons to enter the 
profession: “The salaries to be earned in a career in teaching and 
in the administrative fields to which teaching may lead are not 


comparable with the incomes of highly successful individuals in 
business and in certain of the professions.” 


A New York University study, to be discussed in greater detail 


later on, found that there is almost no planned or organized 


recruitment carried on by the member institutions of the Council 
of Associated Colleges in the Middle Atlantic Region. 
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Selection 

Selection, which is continuous process, has two rather distinct 
phases. The first phase is concerned with the methods, procedures, 
and devices used to identify and select individuals who show prom-: 
ise as potential educational administrators. This phase begins with 
the first specialized educational experience of the individual and 
continues throughout his basic professional training and internship. 
The second phase of selection begins with the selection of the candi- 
date for his first professional job and continues throughout his 
career each time he moves to another position. 

This pamphlet is primarily concerned with the first phase of se- 
lection. The selection of trained administrators for particular posi- 
tions will be discussed in detail in a handbook for school boards to 
be prepared at a later date. 

The same New York University study previously mentioned 
indicates that the selection process in the Council of Associated 
Colleges institutions leans heavily upon a series of examinations 
for selection in professional schools. 

Current procedure in recruitment and selection of educational 
administrators appears meager and inadequate. There is urgent 
need, it seems, to find the answers to some of the following ques- 
tions: 

1. What are some of the most effective ways of encouraging 
young persons of promise to prepare for educational administra- 
tion as a career? 

2. What are the relative merits of the various methods, pro- 
cedures, and devices used by professional schools for the identifi- 
cation and selection of candidates in educational administration? 

3. Should more women be encouraged to prepare for educational 
administration? 

4. What is the role of state agencies in recruiting able persons 
for school administration? 

5. How do those who now enter educational administration 
choose this career? 

6. What can we learn from business, industry, and the armed 
services concerning recruitment and selection of able leaders? 


CHAPTER ТІ 


CPEA-MAR Attacks the Problem of 
Recruitment and Selection 


IN THE FIRST chapter an attempt was made to emphasize the 
importance of the problem because of the changing concept of the 
job, the relationship to supply and demand, and the absence of 
adequate programs of recruitment and selection. This chapter will 
report the activities of the CPEA-MAR Team on Recruitment and 
Selection and, in addition, will incorporate other studies that may 
shed additional light on the problem. 

The activities in recruitment and selection have been concerned 
largely with demand and turnover, a determination of present 
practices of recruitment and selection, and attempts to discover if 
assessment of desirable traits can be made in persons to be con- 
sidered for training in educational leadership. 


DEMAND AND TURNOVER OF SCHOOL ADMINISTRATORS 


In order to determine how many persons should be recruited to 
be trained in educational administrati 


on, it is necessary to know 
something about the su 


рріу and demand of School administrators. 
A Teachers College, Columbia University project determined the 


number of chief school executive positions in the Middle Atlantic 
Region to be 2,453 in 1952 with strong indications that by 1960 
there will be 2,300 positions, or less. An average demand for about 
170 (seven percent of 2,453) new chief administrators annually 
is indicated for the entire eight-state area. The general pattern 
should be for the amount of annual demand to decrease slightly 
each year to about 160 in 1960. These estimates are predicated 
on an average annual turnover rate closely comparable to that of 
nine percent calculated for the area under study for the period 
6 
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1948-1952. The New Jersey status study of the public-school 
administration further supports this conclusion with the figure of 
eleven percent turnover during 1951-52. 

A study' of supply and demand of the superintendents in the 
New England area indicates that twenty-five new superintendents 
are needed in that area each year. Thirteen institutions of higher 
learning in that area offer courses in educational administration. 

Using data from state educational directories, a Midwest Center 
CPEA study found that approximately twenty per cent of the 
superintendents in twelve Midwestern states are new to their jobs 
each fall. 

The Thirtieth Yearbook *, A.A.S.A., reports that eleven per cent 
of the rural superintendents reporting had been in their present 
position only one year. A comparative figure was not given for 
city superintendents. 

The question might well be raised as to whether or not the 
supply of certificated administrators exceeds the demand. A hasty 
census of the State Departments of Public Instruction in the Middle 
Atlantic Region indicates that many more persons hold adminis- 
trative certificates than will probably ever be able to use them. 
The Midwest Center study* found that in one year, licenses were 
issued in three states to three times as many administrators as jobs 
were available. In at least one state, twelve times as many licenses 
were issued as there were jobs available. 


CAREER LINES IN EDUCATIONAL ADMINISTRATION 


Dr. Robert Merton, sociologist and member of the Columbia 
University Council of Advisors, C.P.E.A., Middle Atlantic Region, 
pointed out at a meeting of the Council that when sociologists study 
a profession, they try to find out what motivates a person in the 
selection of his profession, what his age is when he enters the 


*CPEA, Harvard University, Problems Concerning Selection of Superintendents of 
School. 

2 Е. Mosier and J. Baker, “Midwest Superintendents on the Move,” Nations Schools, 
1952, V. 49, p. 44. 

* AASA, The American School Superintendency, Thirtieth Yearbook, Washington, 
D. C., 1952, p. 312. 

* Mosier and Baker, op. cit., p. 46. 
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profession, and what steps he takes toward a career. Dr. Merton 
suggested that this type of information should be secured for the 
superintendency plus information on what kinds of persons choose 
to become school administrators, what ways can be used to build 
public appreciation of the importance of the job of the superin- 
tendent as a career, what methods should be developed to enlist 
able people at an early age, and what kind of salary will be needed 
to recruit outstanding talent for the profession. 

A number of studies have given partial answers to some of these 
questions and other studies which will shed additional light on them 
are still in progress. A Lehigh University sponsored study found 
that ninety-two and six-tenths per cent of 148 superintendents in 
Pennsylvania had been a principal or a supervising principal 
before becoming a superintendent. Only two per cent had never 
been teachers. The subjects most frequently taught by these ad- 
ministrators were science, mathematics, social studies, and ele- 
mentary education. 

The Pennsylvania supervising principals status study revealed 
that the average supervising principal taught twelve years and 
served three years as a high school principal before becoming a 
supervising principal. 

A study of the New Jersey superintendent under the joint spon- 


sorship of the New Jersey State C.P.E.A. Coordinating Committee 


and Rutgers University found that the median superintendent in 


New Jersey is forty-nine years old, has spent twenty-eight years in 
the profession of education, and was elected to his first position as 
superintendent when he was thirty-six years of age. He was serving 
as an elementary or high school principal when elected and his 
major teaching field had previously been mathematics, science, 
social studies, or the elementary school subjects. His major extra- 
curricular activity was or had been that of athleti 

A study” at Ohio State University under the joi 
Division of Appointments and the School-Co 


с coach. 
nt auspices of the 
mmunity Develop- 


"Harold W. Boles, “Changes іп Local School Executive Positions in Ohio During 
1951,” Educational Research Bulletin, Ohio State University, 1952, V. 31, pp. 
119-128. 
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ment Study attempted to show the career life of a superintendent. 
The usual pattern was about as follows: the future superintendent 
starts his career as a high school teacher, or less frequently as an 
elementary teacher. He moves on to the position of principal, 
head teacher, or perhaps athletic coach. The next step is the posi- 
tion of local school executive. After serving in this capacity, he 
becomes a high school principal or an assistant superintendent in a 
larger school or school system, and later is advanced to a 
superintendency. 

The University of Buffalo is studying the characteristics of 
students who have gone into educational administration. This 
study is being made in connection with a twenty-year study of 
their students and prediction of success in teaching. The investi- 
gation will attempt to discover at what point in their educational 
careers the choice of the educational profession was made, the 
factors influencing the choice, their standing in general studies and 
professional courses in education, the relation of success in student 
teaching to course grades, the relation of standing in subsequent 
professional preparation for state certification in administration 
and undergraduate performances, and success in teaching. 

George Washington University is also beginning a study to 
determine what career patterns are evident among experienced 
administrators. 


RECRUITMENT ACTIVITIES AND STUDIES 


In a New York University project, representatives of member 
institutions of the Council of Associated Colleges were personally 
interviewed with the aid of an interview guide to determine what 
they were doing to recruit able talent. The study revealed that 
there is almost no planned or organized program of recruitment 
by member institutions in the Middle Atlantic Region. Incidental 
and casual contacts made through extension work, conferences, 
institutes, study councils, and seminars lead to the only kind 
of recruitment used in most universities. One university follows 
up graduates of recognized ability in the field and asks that they 
suggest the names of one or two individuals with high leadership 
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potential. It was often mentioned that the effect of a high quality 
product from the university invariably will result in attracting 
high quality graduate students back for further study. 

The University of Buffalo has prepared the preliminary draft 
of a guidance leaflet to be used in high schools and colleges to 
acquaint young people with the opportunities for personal satis- 
factions and public service in educational administration. The 
preliminary draft emphasizes that a career in educational adminis- 
tration is almost unique in that it permits a man to combine 
scholarly interests with active association with men of affairs. It 
shows educational administration as a field full of challenge that 
needs young people with vigorous minds. 

The following topics are discussed at some length: 

The Superintendent as a General Manager 
Monetary Returns 

Personal Satisfactions 

Entrance Requirements 

Professional Associations 

Tenure and Hazards 

The Way to Advancement 

The Pioneer Character of the Office 

The Range of Opportunities for Service 

Who Should Prepare? 

Selection of College Courses and Activities 

A Teachers College, Columbia University project to discover 
ways of recruiting potential school administrators through school 
and community action seems to offer some promise in the area of 


recruitment. The suggested plan of the study would be to select 
twenty-five communities throughout the count 


person to Teachers College to study schoo 
communities selected would be those with 
tional program and superior school administ 
would be selected by a local committee representing a cross section 
of the population of the community. The committee would be given 
a guide to assist them in making their selections, although local 
evaluation of the candidate's qualifications would be encouraged. 


ry to send a promising 
l administration. The 
an outstanding educa- 
ration. The candidates 
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Financing of Ше scholarships would be partly local and partly 
from other sources. A project of this nature, if carefully conducted, 
would not only recruit promising talent, but it would greatly 
emphasize the importance of the job to the public. 


RECRUITMENT THROUGH SCHOLARSHIPS 


It is quite possible that many potentially fine school adminis- : 
trators are lost to the profession because of financial inability to 
take the needed time from their position to do full-time graduate 
work at a university. The wisdom of the use of scholarships to 
attract persons of potential is evident in the high caliber of 
individuals that have been selected for the S.D. Shankland Memor- 
ial Scholarship for Graduate Study in School Administration. This 
scholarship, made possible by the Associated Exhibitors of the 
National Education Association, pays not less than $1000 to the 
recipient, who may select the institution he desires to attend. 

The methods used for selection of the recipients merit some 
consideration in this report. A competent board of educational 
authorities makes the selection based on the following general 
criteria: 

l. Personal characteristics—physical health, character attri- 
butes, social adaptability, leadership, personal appearance, age 

2. Intellectual capacity—quality of previous scholarship, 
capacity for graduate study 

3. Previous record— success in teaching, administration, com- 
mittee work, writing for publications 

4. Enthusiasm for administrative service 

5. Ability to continue study during the full academic year 

6. Other scholarships currently or previously held 

7. Evidence of intention to select the superintendency as a life 
career 

8. Important information not covered in items one through 
seven 

Each of the judges rates the candidates individually without 
conferring on a *man-to-man basis” giving a one, two, or three 
rating. The ratings are then sent to the office of the Executive 
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Secretary of the American Association of School Administrators 
where they are combined. 

Over a period of years, the Alpha Eta Chapter of Phi Delta 
Kappa at Temple University gave a scholarship in educational 
administration every other year. Using similar criteria, selection 
was made by a committee consisting of university and public school 


officials. Many successful public school and college administrators 
are numbered among the recipients. 


SELECTION OF CANDIDATES FOR 
MAJORS IN EDUCATIONAL ADMINISTRATION 


The New York University Study, previously referred to, found 
that in general the cooperating colleges and universities had no 
separate program for selection of doctoral candidates planning to 
enter educational administration. АП doctoral candidates are 
subject to the same selective processes regardless of their major 
interests, except for the requirement of educational experience. 
Consequently, the selective factors operating are those related to 
scholastic achievement or the completion of degree requirements 
and not specifically related to the requirements for success as a 
school administrator. 

The most critical admission factors rest in a series of tests and 
examinations. It would therefore be necessary to make an item 
analysis of these examinations to determine what factors are 
actually doing the selecting. Very few of the C.A.C. 
use such factors as personality traits, 
in working with people, 
of recommendation are 
but only about half of th 


institutions 
personal appearances, success 
or ability to speak before a group. Letters 
solicited by most of the C.A.C. institutions, 


em place any confidence in them. Selection 
at the master's level consists usually of admission, success in 


graduate courses and, in some Cases, a comprehensive examination 
Counseling plays an important role in the guidance of doctoral 
candidates. The advisor-candidate relationship seems to be the 


second most important selection factor after Scholastic. record 
and the ability to pass tests and examinations. 


The study further reveals that there is a genera] concern at the 
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C.A.C. institutions for finding new and better ways of recruiting 
and selecting candidates for educational administration: One par- 
ticular concern has to do with methods of selection that would be 
more closely related to the candidates’ professional objectives. 

In summary, the general pattern for selection is as follows: 
Admission requirements 
Interview (often not required at the master's level) 
Screening or diagnostic examinations 
Building a program of studies 
Maintaining an acceptable scholarship average 
Preliminary or qualifying examinations 
Acceptable background of educational experience 
Comprehensive examinations 
Ability to plan and carry out an organized research project 
Ability to write a thesis 

11. Final oral examination 

The Department of Educational Administration of Teachers 
College, Columbia University, has been working on an intensive 
study of its certification, or matriculation, process with one main 
purpose in view. The object of the study is to evaluate the present 
process of seléction of doctoral candidates and determine if new 
factors might be introduced to improve the present selection 
policies. The research includes four aspects other than the certifi- 
cation process, all of which are expected to shed some new light on 
the process. 

Phase one of the study is concerned with the certification process 
itself. An attempt has been made to determine if there has been 
any duplication of effort in arriving at some of the qualitative and 
quantitative evaluations of the candidates for certification. Statis- 
tical evidence was found to indicate that the six-hour written 
examination does add something to the evaluation of a student not 
obtained through the other types of information now being used. 
One change in the six-hour examination now being evaluated is 
a three-hour combination interview-oral examination conducted by 
two professors of the department to replace the first three hours of 
the written examination. Early reports tend to support the belief 


SOSTA Ow nee Ne 
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that this type of examination is superior to the former one. ; 

Although it is helpful to determine the rankings on the examina- 
tion, those who do the selecting are more interested in the candi- 
date’s ultimate success than his performance on any examination. 
In order to determine if there is any positive relationship between 
the selection devices and future educational and professional suc- 
cess, seventy doctoral degree-holders from Teachers College Wein 
rated by the professors from the Department of Educational 
Administration on two traits—first, success as a student, and 
second, professional promise. The rating was so performed that 
twenty-five per cent of the population was rated as having most 
professional promise, twenty-five per cent as having least pro- 
fessional promise, and fifty per cent as average. 

It must, of course, be understood that all the persons rated ate 
presumed to be of considerable ability relative to the entire 
profession. The relationships between these ratings and previous 
ratings and other evaluations during their college career were 
examined with the hope that new evidence would be revealed 
that might change the relative weight given to some of the factors 
considered when the candidate first applies for selection. 

The next phase of the study will investigate whether the selection . 
policy can discriminate between most successful and least success- 
ful educational administrators. Records of over one hundred of 
the most successful and least successful educational administra- 
tors who have received their degrees from Teachers College are be- 


ing examined. Clues from this portion of the study should be of 


great value to all graduate schools of education preparing school 
administrators. 


Although this study is still under мау, 
that the two best predictors of success now being used by Teachers 
College are the ratings of doctoral project. 


s by the professors and 
the recommendations secured by the Advanced School of Edu- 
cation. 


Two other projects have produced returns which should be help- 
ful in developing a more effective selection process. A study by 
the Capital Area School Development Association obtained the re- 


findings to date indicate 
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action of 475 teachers to administrators’ behavior traits. Re- 
sponses indicated that superintendents are rated highest on “He is 
a very hard worker," and lowest on “He is an effective public 
speaker." Respondents indicated in written comments that they 
particularly appreciate having “the superintendent ready to help 
teachers solve their problems," and “а consistent disposition in the 
superintendent." 

Teachers would like to see improvement in the superintendent's 
“setting reasonable standards" and "recognizing and encouraging 
initiative." 

Conclusions from a Teachers College, Columbia University pro- 
ject concerned with interpersonal relations in educational admin- 
istration suggest that the selection of candidates for educational 
administration should be geared toward attracting people posses- 
sing an adequate potential of social effectiveness. A person with 
this capacity is more likely to be receptive to a philosophy of demo- 
cratic administration, to be well adjusted and relatively free from 
self-concern, and have an adequate capacity for social adaptability. 
He will probably have more adequate resources of vigor and vital- 
ity than most people, and possess superior knowledge and experi- 
ence in the educative process. 

A study dealing with tools for distinguishing between successful 
and unsuccessful superintendents by Dan Griffiths" also touches on 
the topic of selection. Dr. Griffiths found that there is a significant 
relationship between “goodness and certain administrative prac- 
tices, particularly those dealing with human relations." “If a su- 
perintendent has a lot of other people working he has a hard time 
being unsuccessful." 

A committee of the California Council on Teacher Education re- 
cently included in a report* the following twelve items for institu- 
tions to check when selecting students to qualify for administrative- 


credential preparation programs: 


° Daniel Griffiths—An Evaluation of the Leadership of the School Superintendent, 
CPEA DIGEST SERIES, Middle Atlantic Region, p. 5. 

"California Council on Teacher Education—Report of the Committee on Public 
School Administrators, Sacramento, Calif.: the Council, 1950. 
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1. Quality and spread of teaching experience 
2. Capacity for expression—oral and written 
3. Emotional balance 
4. Art of exercising good human relations 
5. Respect for human personality 
6. Evidence of social leadership in and out of school 
7. Physical attributes and physical stamina 
8. High personal integrity and sense of responsibility 
9. Good techniques of group leadership 
10. Sensitivity to the potential of education for perfecting and 
perpetuating the American way of life 
11. Understanding and appreciation of the true culture of peo- 
ples and sensitivity to world cultures and world problems 
12. Sensitivity to change and the need for change 


THE ASSESSMENT OF MEN 


“The assessment of men is the scien 
sufficient conclusions from 
BUTLER 


tific art of arriving at 
insufficient data." —SAMUEL 


Although the concept of the job of educational administration 
has not yet been fully defined, nor the kind of individual necessary 
to fill the job exactly described, some research in the assessment of 


desirable traits has been conducted based on the best hunches avail- 
able. 


A Teachers College, 
of studies on leadershi 
cles and books on lead 

All studies agree th 
has been isolated whic 
tions. It would also s 
in any personality tr 
related traits, but i 
individual becomes 


Columbia University project made a survey 
р in school administration. Some 120 arti- 
ership were reviewed and summarized. 

at no single trait or group of characteristics 
h identifies a person as a leader in all situa- 
eem that leadership does not appear to reside 
ait considered alone, nor in a constellation of 
n the interpersonal contribution of which the 


capable in a specific setting—an interactional 
process between the individual and the situation. 


Taking the cue from the findings of the above study, a Teachers 
College project to do some situational testing is getting under way. 


E 
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By means of teacher reaction and observer opinion, an attempt will 
be made to assess leadership by studying the interaction of princi- 
pal and staff in discussion of an important problem affecting the 
school. 

The Pacific Southwest Region of the C.P.E.A. has accepted 
school administration selection, induction, and continuous educa- 
tion as their chief concern. The basic idea behind this study is that 
too little attention is paid by most school systems and educational 
institutions to the selection and induction of beginning adminis- 
trators. They are of the opinion that attention to better selection 
will do more to improve the profession than all other means com- 
bined. Stanford's concept of its goal in the education of school 
administrators is to develop leadership in a few rather than medi- 
ocrity in many. 

The Stanford C.P.E.A. proposal includes a plan to select approx- 
imately ten project centers in which to carry on a carefully super- 
vised plan of school administrator selection and induction. This is 
really a continuation of an on-going study under the Stanford Con- 
sultation Service. The project involves the guided selection, in 
ten or twelve school systems, of approximately fifty trainees who 
have little or no previous experience in administration. An ex- 
haustive study of these trainees will be made to determine their 
general qualifications and characteristics through the use of tests, 
observations, and interviews. A psychologist, a psychiatrist, and 
an anthropologist will assist in each project center. 

The selectees will be assigned important problem areas in their 
respective school systems under local supervision. Free time will 
be provided for them to engage in the required activities. Close 
contact with the educational institution personnel from any in- 
volved discipline area will be maintained. 


SELECTION OF THE TRAINED ADMINISTRATOR 


Although the primary purpose of this pamphlet is to discuss the 
recruitment and selection of individuals for training as school ad- 
ministrators, the C.P.E.A. task force is also interested in the selec- 
tion of the trained administrator for a specific job in a particular 
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community. Many of the methods of predictive value in discover- 
ing potential leadership to prepare for an abstract job in educa- 
tional administration will be of even greater value in predicting 
success in a known situation. Unfortunately, many boards of edu- 
cation are not aware of modern procedures in personnel selection 
and rarely avail themselves of professional help in the selection 
of a superintendent of schools. Mosier and Baker? found that two- 
thirds of 600 school boards responding have no specific criteria 
set up in advance to serve as a yardstick іп the selection of a super- 
intendent. 

Realizing the necessity for giving boards of education assistance 
in so important a task, the University of Maryland has expressed 
an interest in developing a handbook on the selection of a school 
superintendent. Both the Midwest Center (C.P.E.A.) and New 
England Center have expressed the need for a similar publication. 
The New England Center is interested in a school board guide on 
selection and also a guide for persons looking for administrative 
positions. The Midwest Center has a preliminary guide for school 
boards prepared. 

Several years ago the American Association of School Admin- 
istrators published a booklet? on this topic which, although quite 
helpful, would be of greater value if expanded. 

Several studies worth noting have been conducted on the selec- 
tion of the trained school administrat 
approach, Newell *° 
thirty-five superinte 


tudy on the recruitment and selec- 
tion of secondary school Principals. Confining his study to New 


" Mosier and Baker, ор. cit., р. 45 

* A.A.S.A.—Choosing the Superintendent of Schools, (pamphlet), Wash., 1949. 

? Frank Newell, The Selection of the Superintendent ot ERE "inpsblisked Ed. D. 
project, Teachers College, Columbia University, 1951. 

? Virgil Tompkins, The Recruitment and Selection of Public Secondary School 
Principals in New York State, unpublished Ed. D. project, Teachers College, Columbia 
University, 1951. 
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York State, he formulated a series of excellent suggestions for im- 
proving the quality of appointees in secondary school administra- 
tion. 

Hadley’? developed a series of guides for the selection of ele- 
mentary school principals. 


SOME CITIES DEVELOP THEIR OWN TECHNIQUES 


Some of our large city school systems have developed methods of 
selection that are worthy of note. Schenectady, New York, carries 
on a constant search (by an interview team composed of teachers, 
administrators, and one board member) for potential administra- 
tors to serve as apprentices in school administration. It is planned 
to tie the program to graduate study programs in institutions of 
higher learning. 

Alemeda, California, cooperates with institutions of higher 
learning by taking their outstanding master's degree students into 
the elementary schools as teachers and promoting them within four 
years to junior executive or assistant principals. They then move 
into principalships in neighboring schools or into Alemeda's ad- 
ministration department. 

Philadelphia, Pennsylvania, asks principals to recommend qual- 
ified persons who might like to prepare for administrative posts. 
A series of on-the-job observations, interviews, and tests form the 
basis for selection. Close cooperation with nearby institutions of 
higher learning insures specific preparation for the job of educa- 
tional leadership in Philadelphia. A Future Principals’ Club meets 


regularly to discuss school problems. 
For the past few years, whenever an administrative or super- 


visory position has been opened in Wilmington, Delaware, a com- 
mittee comprised of teachers of the schools affected, parents rep- 
resenting the school, and administrators has been appointed to set 
up qualifications for the position, review credentials, interview 
candidates, and make recommendations to the superintendent. The 
director of personnel contacts all placement agencies, teachers col- 


? William N. Hadley, Selecting the Elementary School Principal, unpublished Ed. D. 
project, Teachers College, Columbia University, 1951. 
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leges, and many individuals who are in a position to suggest names 
of persons who might be interested. 

Quite recently a unique feature has been added to this program 
of recruitment and selection. In initiating this feature, a letter was 
addressed by the superintendent to all staff members asking those 
persons interested in preparing themselves for administrative or 
supervisory positions to inform him to that effect. А question- 
naire’ was then sent to the individuals who responded. These 
persons will be screened, after which a program of training will be 
provided in the various areas of interest. 

White Plains, New York, has been experimenting for the past 
two years with a leadership group of forty to fifty staff members 
and teachers interested in administrative and supervisory positions. 
A rather comprehensive program™ of recruitment, selection, and 
training is being developed. 

One of the most elaborate plans for the selection of school ad- 
ministrators is described in the “Action Report” of the Committee 
on Methods of Training and Selecting Promotional Personnel for 
Higher Supervisory Positions in the New York City Schools. 
Dealing specifically with the position of assistant superintendent, 
the plan proposes to make use of the most objective, scientific, and 
democratic methods of selecting higher personnel in order to obtain 
the best possible administrative and supervisory leadership for the 
schools of New York City. 

One of the aims of the plan is to improve the method of dis- 
covery of potential leaders. A constant and systematic search is 


recommended in order to find those persons whose records and 
observed achievements indicate fitness for 
tions. 


The entire program would be under the direction and supervi- 
sion of a General Coordinating Committee including administra- 
tive officials, a member of the Board of Examiners, a personnel 


specialist from the New York City schools, and one from outside. 
Specific procedures recommended would include: 1. recruiting of 


higher executive posi- 


22 See Appendix, p. 47-49. 
1‘ See Appendix, p. 50-51. 
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candidates, 2. screening of candidates, 3. training program, and 
4. final assessment. 

In the area of recruitment, nominations will be made by super- 
visors and co-workers, although voluntary applications will also 
be accepted. Supervisors will be made aware that recommenda- 
tions for the position of assistant superintendent are an essential 
and continuous function of their position. 

Screening procedures will include a complete study of the pro- 
fessional record, personal characteristics, and special qualifica- 
tions of all candidates. Assessment will be made of those qualities 
and characteristics which are highly important in job functioning 
as indicated by a detailed job analysis of the position of assistant 
superintendent. 

The plan suggests the following nine steps in the assessment 
procedures: 

1. Review of technical qualifications 

2. Physical examinations 

8. Assessment of biographical data 

4. Assessment of the record of achievement as an administrator 

and supervisor 

5. Assessment of the effectiveness of candidates and supervisors 

by superiors, peers, and subordinates 

6. Written tests 

7. Group interviews 

8. Personal interviews 


9. Evaluation of the school and its program 7 А 
А year-long intern program will provide the candidate with the 


opportunity to demonstrate his ability to perform jobs under 
guidance and observation typical of the position he will occupy. 
Opportunities will be provided to enable the intern to envisage the 
school system in broad perspective. Experiences will be provided 
in both the offices of field superintendents and the central office of 


the board of education. 


Final assessment will be made on the basis of the ee 

perience. The final evaluations will include the data obi dined ám 2% 
the initial screening program, as well as information g N 

S.C.E R.T., West Benga} 422 
Dato. Ze, Accossioned Хо. 
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ing the training program. The program’s initiation is awaiting 


adequate budgetary funds to support it. 

Richmond, Virginia, sends members of the administrative staff 
to some ten or twelve colleges each spring in a search for senior 
men students who seem good prospects for administrative positions 
in the Richmond schools. These prospects are brought into the 
school systems as teachers on the elementary school level. After 
serving successfully for two or three years as teachers they n 
promoted to assistant principalships in elementary or junior high 
schools. If they demonstrate ability in this capacity, they are eligi- 
ble for promotion to a principalship. An organization known as The 
Young School Mens’ Club meets monthly with members of the 
administrative staff. A constant search is also carried on within 
the system for young women with administrative potential. 


WHAT CAN WE LEARN FROM LEADERSHIP STUDIES? 


An attempt to select promising young men and women to pre- 
pare for a career in educational administration places a tremendous 
responsibility on the selecting agencies. 
must be recruited, tests presumably pred 
selection on basis of test results must be 
selection devices tested by actual perfor 
view of leadership studies previously m 
gests the following methods of selection 


Outstanding applicants 
ictive of success given, 
made, and the validity of 
mances on the job. A re- 
entioned, plus others, sug- 


APPLICATION FORMS AS A BASIS FOR SELECTION. 
Leadership studies indicate 
elective offices held in school, 
skills or proficiencies that ha 
success. 


that certain information, such as 
may indicate the existence of social 


Very few application forms used by colleges and universities 
for graduate admission get at meaningful bio 
sonal history items from blanks of the abovet 
if they are treated as clues. If used in this 
tory record can be utilized to help predict 
results taken from a number of different a: 


graphical data. Per- 
ype can be used only 
way, the personal his- 
Success. Preliminary 
reas of leadership suc- 


ve value in the prediction of future 
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cess seem to indicate that chances are best for persons who have 


| the following background characteristics." 


‘1. Married happily 4 
2. Curricular and extra-curricular record in school slightly bet- 
ter than average 

3. Brother or sister, but not too large a family 

4. Raised in a small town, non-farm home 

5. Graduate of a school of moderate size 

6. Slightly better than average for his age group work record 

At present, predictive factors in leadership are usually specific 
for a particular leadership situation. However, methods used by 
other organizations may provide the basis to be used by educational 
institutions in constructing a useful personal history blank and 
evaluating ways of using it. The surest way of making a personal 
history record correct for selection purposes is to design the appli- 


cation blank so that it will evoke information about the applicant's 


previous work in groups. 
Regardless of how carefully an application blank is constructed 
so that the items are related to success, an objective system for 


'evaluating the information must be developed. The items should 


be scored by an exact mathematical formula so that no room is 
left for individual preference or prejudice on the part of the re- 


viewer. 


^ 


LETTERS OF RECOMMENDATION AS A BASIS 
FOR SELECTION 


Research indicates that letters of recommendation are of dubious 
value unless the evaluator knows the writer personally. However, 
there is some evidence that opinions based on recall of the candi- 
date's past performance are more accurate when standardized 
questions are used. Р Р 

At present there are two methods of securing evaluations of an іп- 


dividual’s past performance. The best known form uses a series of 


rating scales on which the recommender is asked to indicate where 


"5 G. L. Freeman and Е. К. Taylor, How to Pick Leaders, Funk and Wagnalls Co., 
New York, 1950, pp. 120-121. 


- 
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the applicant falls in respect to each item on the scale. The newer 
type, forced-choice rating, is still in the experimental stage, but 
shows much promise for selection purposes. 
Standardized recommendation forms have the following ad- 
vantages.'^ 
1. Takes less time and is easier to fill out 
2. Uniform information is collected on all applicants so that 
they may be evaluated on the same basis 
3. The recommender has a set standard of comparison 
4. Statements in recommendations can be confined to informa- 
tion that has some relation to criteria of success 


5. Uniform recommendation blanks simplify handling, scoring, 
and filing 


APTITUDE TESTS AS A BASIS FOR SELECTION 


Standardized tests have been developed that are assumed to 
measure mental abilities, perceptual abilities, artistic abilities, and 
mechanical and manipulative abilities. Although we have ample 
research to verify the conclusions, it should be rather obvious that 
of the various aptitudes, leadership success is most closely related 
to the mental abilities. However, it is also known that no single 
trait or talent has been isolated which identifies general leadership 
success. 


Research to date has been largely concerned with the relation- 
ship of leadership success to the total mental power of an indi- 
vidual rather than its relationship to unusual aptitude in the num- 
ber, form verbal, or reasoning factors that underlie intelligence. 
Therefore, it would seem that &eneral capacity to learn is related 
to leadership success. Consequently, standardized intelligence 
tests are of value in the selection of educational leaders if they dis- 
tinguish between fast, average, and slow learners. 

Since practically all member institutions on the Council of Asso- 
ciated Colleges place a high premium on results of intelligence 
tests as a selective factor, attention should be called to the results of 


7 G. L. Freeman and E. К. Taylor, op. cit., p. 128. 
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research in the prediction of leadership success in business and the 
armed forces. This research seems to suggest that intelligence 
slightly above average is sufficient, and that an unusually high in- 
telligence, unless coupled with good emotional control and high 
social adaptability, can be harmful to leadership success. There- 
fore, it would seem that to be successful as a school administrator, 
a person need only have intellectual ability sufficient to cope with 
the problems he will need to solve. 


PERSONALITY TESTS AS A BASIS FOR SELECTION 
Self-Rating Scales 


It is generally agreed that a good personality is the essence of 
leadership success. Psychologists attempt to break personality into 
a number of aspects. Although they do not all agree, evidence 
seems to support the following factors: 

l. Energy-drive 

2. Social adaptiveness 

3. Emotional control 

4. Ethics or “conscience” 

The relationship of these factors to success in educational ad- 
ministration is yet to be determined. The research studies which 
use personality measurements of the paper and pencil type as a 
means of determining leaders appear somewhat weak. The avail- 
able measurements are fairly general in their differentiation be- 
tween leaders and non-leaders. The Bernreuter Personality Meas- 
ure indicated that the leaders are better adjusted, more dominant, 
and probably more self-sufficient. However, the use of paper and 
pencil tests for appraising personality is open to criticism because 
it is doubtful whether or not they predict beyond the situation in 
which they are given. Extensive research by all branches of the 
Armed Forces! suggests that if personality questionnaires are to 
be useful in job selection, they must be construed specifically for 


that purpose. 


ed States Army Air Force Aviation Psychology 


17 pri è A it 
rinted Classification Tests, Uni! р. 620. Washington, D. C. Government 


Program,” Research Report No. 5, 1947, 
Printing Office. 
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PERSONALITY APPRAISAL BY OTHERS 


The interview, long used as a selection device, may be improved 
to yield personality ratings that are relevant to job success. If in- 
terviewers are carefully trained to observe the manner in which the 
candidate responds rather than what he says, their independent 
ratings show remarkable agreement. A personality factor cannot 
be rated until it shows itself in behavior. Therefore, it is necessary 
to set the stage to elicit behavior that will enable the interviewers 
to rate the various personality factors. 

Research on the interview as a method of evaluating personality 
has been largely confined to the appraisal of the emotional-control 
factor. This was done by means of the stress interview. This type 
of interview requires the candidate to answer questions and do cer- 
tain physical acts under emotional stress. In one series of experi- 
ments? it was found that a candidate could most easily be upset 
emotionally by questioning his integrity. 


SOCIOMETRIC TECHNIQUES AS A BASIS 
FOR SELECTION 


After the last war, the Army found that senior officers, though 
unable to define success, could agree in identifying successful offi- 
cers. The “peer count” or “buddy rating” developed from this 
idea. 


Ina study of military leadership, Wheery and Fryer!° found the 
nomination technique a better measure of the leadership factor than 
any other variable, including grades, instructors’ ratings and tacti- 
cal officers" ratings. William and Leavitt^ also conclude that the 
impression one makes on others is a more satisfactory measure of 
leadership potential than the Score one makes on psychological 
tests. They found that a high rating or status would have been an 
accurate predictor of leadership; middle status would have been 


=G, L. Freeman, “Using the Interview to Test Stability and Poise.” ic P. el 
REA Vr ap M, у and Poise,” Public Personn 

оК. J. Wheery and D. Е. Fryer, “Buddy Ratings,” 
V. 5, pp. 147-59. 

25. B. William and Н. J. Leavitt, “Group Opinion a: Predict f Milit 
Leadership,” Journal of Consulting Psychology, 1947, V. n, SA 28391. "m acd 


” Personnel Psychology, 1949, 
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nonindicative; and low status would have been a fair indicator of 
failure. 


SITUATIONAL TESTS AS A BASIS FOR SELECTION 


The use of situational action tests to appraise personality is one 
of the most promising ideas to come out of the personnel field. This 
method of appraisal is especially appropriate for leadership selec- 
tion. 

Investigators using the situational approach to determine lead- 
ership emphasize the need to include tests which demand the same 
level of functioning that will be required of the individual in the 
real situation. Although none of them has been fully validated, 
the five following types of situational tests may hold promise for 
the selection of educational leaders. 

1. Interaction Interviews 
This is an interview in which the tempo of conversation is sys- 
tematically varied. A mechanical measuring gadget may be 
used to compute scores based on the number and extent of the 
applicant’s conversational sallies. 

2. Group Interviews 
A problem or topic is presented for conversation to a number of 
applicants seated at a round table. Raters, seated inconspicu- 
ously, observe the participants for signs of dominance, coopera- 
tion, and the like. 


3. Psychodrama Approach ied 
The applicant is given the hypothetical problem situation, such 


as settling a quarrel between a parent and a teacher. He is 
asked to act out the leadership role. The way the candidate 


handles his drama problem is more important than his solution. 


4. The Leadership Sample : 
Applicants are given, in turn, the same leadership problem 


to solve in fifteen minutes with the addition of four strange as- 
sistants. Each assistant interferes in some way with the solution 
of the problem. Work accomplished and behavior observed are 
used to estimate social adaptiveness and other personal quali- 
ties. 
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5. The Leaderless Group Situation 
The applicants in groups of two and three are introduced into 
a paid work situation without an appointed leader. Careful note 
is made of the social interactions and interpersonal controls 
that develop. 


INTEREST AND VALUE TESTS AS A BASIS FOR SELECTION 


A considerable amount of work has been done on the measure- 
ment of interest. Research” on public administrators with the 
Strong Vocational Interest Inventory has shown that good admin- 
istrators in certain technical fields do not rate their interests high 
in their own profession, but have broader interests in dealing with 
people. Using the same interest test, Kelly and Fiske,” in attempt- 
ing to predict the success of persons in the V.A. training program 
in clinical psychology, found that it yielded relatively high correla- 
tions with all criteria of evaluations, and compared favorably with 
the best predictions based on assessment ratings. They concluded 
that scores from this single objective test, obtainable by mail at 
little cost, predicted each of the several criteria as well as any of 
the clinical judgments made in the entire assessment program. 

It has been reported that the social scale of the Allport-Vernon 
Scale differentiates between good and poor groups of Federal gov- 
ernment administrators better than any other measuring device 
used. Temple University has been giving the Allport-Vernon Scale 
to students of educational administration for a number of years. 
The study of success of graduates in the field would suggest that 
there is some positive relationship between the scores on this test 
and success in school administration. 


Interest in social service as indicated by the Kuder Preference 
Record has been found to be related to success as a supervisor. ™* 


? E. K. Strong, Jr., “Interests of Public Administrators,” Public Personnel Review, 
1945, V. 6, pp. 166-173. 


21. E. Kelly and D. W. Fiske, “The Prediction of Success in the VA Training 
Program,” American Psychologist, 1950, V. 5, pp. 395-406. 


7L. L. Thurstone, А Factional Study of Perception, University of Chicago Press, 
Chicago, 1944. 


“Е.Н. Achard and Е. Н. Clarke, "You Can Measure t 


he Probability of Success as a 
Supervisor," Personnel, 1945, V. 21, pp. 355-373. 
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Freehill?* found that “religious values” on the Spearman Rank 
Difference correlated .628 with leadership. His study at Stanford 
indicated that no one who ranked in the upper quartile of “reli- 
gious values” was in the lowest quartile of leadership performance. 


FORCED CHOICE RATINGS AS A BASIS FOR SELECTION 


Usually raters are unwilling to say anything that is unfavorable 
about candidates they are appraising. If they are required to make 
a chice between two descriptions of a man, they tend to choose the 
most complimentary. In forced choice rating, the rater is asked 
to pick one of two equally favorable or unfavorable statements 
about the candidate. Under these conditions the rater has no rea- 
son not to tell the truth. However, only one of each pair of state- 
ments used is related to leadership success. Thus іп a series of 
paired statements, if the ones checked are related to executive 
success, the ratings indicate probable success for the candidate. 


AUTHORITARIAN-EQUALITARIAN SCALE RATINGS 
AS A BASIS FOR SELECTION 


Research of men like Dr. Kurt Lewin and Dr. C. Shartle is be- 
ginning to indicate the group characteristics as a result of strong 
or weak leadership.” 

It has been noted that group productivity and feelings of satis- 
faction and security increase under strong equalitarian leadership, 
while group insecurity, frustration, dissatisfaction, disorganiza- 
tion, and decline in productivity occur under weak leadership. 

Hollander” in his study of naval cadets concluded that authori- 
tarians are less acceptable as military leaders than equalitarians. 
It would seem that if this is true in a miliary setting, it would be 
even more important in the more democratic setting of a public 


school. 


* M. F. Frechill, “New Approaches to Studies in Educational Leadership,” Canadian 


Journal of Psychology, 1950, V. 4, pp. 136-141. 
қ Freeman and Taylor, op. cit., р. 49- š 
E. P. Hollander, An Investigation of the Relati 
tudes and Leadership Selection in a Military Settin; 
Columbia University, 1952. 
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CHAPTER III 


What Do We Know About Recruitment 
and Selection? 


STUDIES IN the area of recruitment and selection of school admin- 
istrators are limited іп scope and number. Those in progress at 
present have not as yet provided much reliable evidence upon which 
to base sound conclusions. However, the projects of the CPEA- 
MAR have suggested some hunches and pointed the way toward 
additional research that needs to be done. The project which re- 
viewed leadership studies brought to 
the field of leadership in business, industry, and the armed and 
special services. In this chapter, the major findings of the various 
studies will be listed to show what our hunches are at the present 
time. 

Chapter IV will draw heavily on leadership studies in other fields 
and suggest a plan for colleges and universities to follow in setting 
Up a program of action research in recruitment and selection. 
Some of the suggestions may appear quite visionary. They repre- 
sent gleanings and adaptions from many sources. M. 
Suggestions represent the individual and collective t 
members of the task force! on recruitment and selectio: 


light many investigations in 


any of the 
hinking of 
n. 

DOES SUPPLY EXCEED DEMAND? 


When a small or medium size community announces that it is 
looking for a superintendent of schools, applications flow in by the 
dozens. Fifty or more persons may apply. Lesser administrative 


positions are equally popular when they are put on the market so 
all comers can apply. 


The hasty census of the State Departments of Public Instruction 


2 See Appendix, p. 63. 
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in the Middle Atlantic Region (previously referred to) indicated 
that many more teachers hold administrative certificates than will 
probably ever be able to use them. Does this mean there are too 
many persons being prepared for positions in educational admin- 
istration? The answer might be yes, if all certificated persons were 
equally well qualified. However, it is known that there is very 
little selection being done by institutions of higher learning, and 
that state certification laws are concerned largely with academic 
and experience requirements rather than fitness to lead. If selec- 
tion techniques improve at the college and university level, it may 
be necessary to set up training quotas to prevent flooding the 
market. 


DEMAND AND TURNOVER 
Summary of Findings 


1. There are 2500 chief school executive positions in the states 
of the Middle Atlantic Region. 
2. Rate of turnover in the same area is between eight and ten per- 


cent each year. У 
3. In some states the supply of persons certificated іп educational 


administration greatly exceeds the number of available Jobs. 
4. Fifteen institutions in the area prepare persons for educational 


administration. 
5. Twenty-five new superintendents are needed in the New Eng- 


land area each year. : 
6. Thirteen institutions in that area offer courses in educational 


administration. 
EDUCATIONAL ADMINISTRATION AS A CAREER 
Summary of Findings 


1. Very little is known concerning the point іп a person's educa- 
tional career when the choice to be an educational adminis 
trator is made or what factors influence the choice. 

2. The career line is usually teacher of science, mathematics, 
social studies, or elementary education; secondary or ele- 
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3. 


4. 
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mentary principal; supervising principal and/or superin- 
tendent of schools. 

The major extracurricular activity of the future superin- 
tendent is frequently athletic coach. 

The superintendent is usually elected to his first post at 
thirty-six years of age. 


RECRUITMENT OF SCHOOL ADMINISTRATORS 


Summary of Findings 


1. 


No planned or organized program of recruitment of able 
talent to prepare for school administration as a career is 
being conducted by member institutions in the Middle Atlantic 
Region. 

Institutions depend to a great extent upon incidental and 
casual contacts made through catalogs, extension work, con- 
ferences, study councils, institutes, and seminars. 


. At least one university asks outstanding graduates in the 


field to recommend persons with high leadership potential. 


. One of the most important essentials of recruitment is а 


proper understanding of what a good candidate expects from 
his job. It is interesting to note that a high starting salary does 
not rank first. Security, status, and opportunity for growth 
are the factors that attract applicants. It is also of value to 


know that possible maximum salary is more important than 
initial salary. 


- Several city school systems have developed effective programs 


of recruitment from the ranks. 


. Literature used for teacher recruitment usually does not men- 


tion the career possibilities in educational administration, and 
where it is mentioned, insufficient emphasis is placed on it. 
A preliminary draft of what may be the first document to 
encourage able talent to prepare for educational administra- 
tion has been drawn up by the University of Buffalo. 


Scholarships have proved to be an effective method of recruit- 
ting able administrative talent. 
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CURRENT PRACTICES IN THE SELECTION OF CANDIDATES 


FOR TRAINING IN EDUCATIONAL ADMINISTRATION 


Summary of Findings 


1. 


10. 


11. 


12; 


In general, the cooperating colleges and universities have no 
separate program for selection of doctoral candidates planning 
to enter educational administration. 

The most critical factors for selection of doctoral candidates 
are couched in a series of tests and examinations. 

Very few of the C.A.C. institutions use such factors as per- 
sonality traits, personal appearances, success in working with 
people, and ability to speak before a group. 

Letters of recommendation are solicited by most of the C.A.C. 
institutions, but only about half of them place any confidence 
in them. 

Selection at the master's level consists usually of admission, 
success in graduate courses and, in some cases, a compre- 
hensive examination. 
Counseling plays an import 
candidates. : 
The advisor-candidate relationship is an important selective 
factor. 

In one institution, ratings of doctoral projects by the pro- 
fessors and the recommendations secured by the Advanced 
School of Education have been the best predictors of success. 
Teachers give high ratings to a superintendent who is a hard 
worker, but they are not too much concerned about whether 
or not he is an effective public speaker. 
Teachers believe superintendents should se D 
standards and recognize and encourage initiative more than 
they do. 

An adequate potential of social effectiv 
characteristic to look for in the selection of educational ad- 
ministrators. Р 
There is a significant relationship between “goodness” and 
administrative practices dealing with human relations. 


ant role in the guidance of doctoral 


t more reasonable 


eness is an important 


34 Recruitment and Selection of School Administrators 


13. More attention to better selection might do much to improve 
the profession. 

14. Some city school systems have developed satisfactory methods 
of selection of their administrators. 

15. There is considerable interest in the preparation of a guide 
for school boards to use in the selection of a superintendent. 


CONTRIBUTION OF LEADERSHIP STUDIES 
TO THE ASSESSMENT OF MEN 


Summary of Findings 


1. No single trait or group of characteristics has been isolated 
which identifies a person as a leader in all situations. 

2. Leadership appears to reside in the interpersonal contribu- 
tions an individual makes in a specific setting. 

3. It is possible to construct application blanks containing per- 
sonal history items that are predictive of success in specific 
executive positions. 

4. Letters of recommendation are of little value unless the recom- 
mender is personally known. Their value may be greatly 
improved if standardized forms are used. Forced-choice 
ratings seem to hold promise. 

5. Of the various aptitudes, leadership success is most closely 
related to general mental ability. 

6. No single trait or talent has as yet been isolated which 

fies general leadership success. 

. Research to date has been largely concerned with the relation- 


ship of the total mental power of an individual to leadership 
success. 


identi- 


- General capacity to learn seems to be the important element 
in the relationship of intelligence and success jn leadership. 

. Intelligence high enough to successfully cope with the prob- 
lems an administrator needs to solve is sufficient. 

10. Too high an intelligence, unless coupled with good emotional 


control and high social adaptability, can actually be harmful 
to leadership success. 
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11. 


12. 


13. 


14. 


15. 


16. 


IZ 


18. 


19. 


20. 


21. 


22; 


The chief difference between leaders and non-leaders is опе 
of adjustment. 

To be of value in the selection of leaders, personality tests 
will have to be constructed for specific job selection. 

The interview, and particularly the stress interview, holds 
some promise for the selection of leaders. 

To be effective in the appraisal of personality multiple, trained 
raters representing divergent backgrounds should be used. 
Rating forms need to be developed to include specific trait 
ratings as well as overall rating. 

Only the emotional-control factor has been systematically 
studied by means of the stress interview. ` 
Forced-choice rating is a new departure that looks as if it can 
be adapted for separating leaders from non-leaders. i 
Rapid recovery of emotional control is more important in 
leaders than lack of outward evidence of emotional distur- 
bance. 

Projective techniques have not as yet been found to be useful 
in differentiating between leaders and non-leaders. 

The “buddy rating” or nomination technique used for deter- 
mining a school administrator's ability to work with people 
and to be perceived as a "leader" would offer considerable 
evidence as to those who would sueceed and those who might 
fail, although it would not give much evidence concerning 
probable success or failure of the middle group. 

Situational tests hold great promise for the selection of educa- 
tional administrators. They may prove quite useful in de- 
termining an individual's effective level of functioning, his 
group-cohesiveness, and his ability to stand up to resistances 
and frustrations without serious impairment to either of the 
other two criteria. However, it must be remembered that they 
are very expensive, time-consuming, and ticklish to use. 
Research studies suggest that one phase of any selection pro- 
gram is the role of motivation. Positive evidence of interest 
in a work area is usually a significant predictor of success,- 
although negative evidence does not necessarily predict fail- 
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ure. Little evidence is available on the use of value tests in 
the selection of leaders. In the manual of directions for the 
Allport-Vernon Scale the statement is made that, Leaders іп 
any field generally have high power value.” This may be 
discovered on the political scale of the test. However, it must 
be kept in mind that the concept of leadership has changed 
since 1931 when the manual was prepared. 

23. There is a significant negative relationship between authoritar- 
ianism and leadership. 

24. Group productivity and feelings of satisfaction and security 
increase under strong equalitarian leadership. 


RECRUITMENT AND SELECTION 
OF TRAINED ADMINISTRATORS 


The following are among Newell's* recommendations to boards 
of education in the selection of a superintendent: 

1. Formulate an established policy governing the search for a 
superintendent. 

2. Give serious consideration to promotion from within. 

3. Use professional consultative services. 

4. Select from a wide geographical area. 

5. Visit the prospective superintendent on the job and invite 
him to visit your community. 

6. Utilize college and university placement bureaus. 

7. Interview the candidate's wife. 

8. Help the new superintendent find a desirable place to live. 

9. Constantly revise and evaluate selection procedures and be 
willing to devote a great deal of time to the selection process. 

In recruiting and selecting a secondary school principal, Tomp- 
kins’ makes the following suggestions in addition to those of 
Newell: 

1. Carry on an aggressive, active policy of recruitment. 

2. Make the position attractive. 

3. Establish specifications for the position. 


? Newell, op. cit., pp. 84-85. 
? Tompkins, op. cit., pp. 42-43. 
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4. The superintendent should play a major role. 

5. Make provisions to finance the program of recruitment and 
selection adequately. 

6. Use a formal, objective application blank adapted to the 
local situation. 

7. Members of a personnel committee should review applica- 
tions individually. 

8. Recommendations should be on a printed, standardized blank, 
and be received from a diversified number of known persons. 

9. More significance should be attached to statements relating to 
such traits as efficiency, originality, and perserverence. 

10. Final rating of recommendations should represent the com- 
bined judgment of at least three competent raters. 

Hadley* adds the following suggestions: 

1. Qualifications desired of candidates should be cooperatively 
set up by members of the teaching, supervisory, and administrative 
staffs. 

2. All available information concerning the position should be 
given to sources of supply. 

3. Permission should be received from the applicant's employ- 
ing superintendent. 

4. Inquiries made concerning candidates should not endanger 
their present position. E 

5. Candidates should be well informed about their position. 

6. Information gained during investigation of candidates should 
remain confidential. 

7. Personal interviews or discussions by telephone are more 
conducive to gaining frank opinions than correspondence. 

8. Screening should be a continuous process. X 

9. The superintendent should make a single nomination to 
the board of education. 

10. АП candidates should be promptly notified immediately 
following the final selection of a candidate. 

11. Potential for professional growth should be an important 
determining factor in selection. 


* Hadley, op. cit., рр. 84-93. 


CHAPTER IV 


Where Do We Go From Here? 


RESEARCH IN the area of the recruitment and selection of school 
administrators is in its infancy. This pamphlet has merely at- 
tempted to review what has been done as observed from a rather 
limited viewpoint. The chief focus has been the projects, studies, 
and activities of the Team on Recruitment and Selection of the 
CPEA-MAR. The writer is well aware that if intensive research 
had been conducted on a national scale, additional light would 
have been shed on the problem. The main purpose of the study, 
however, is to open new vistas so that the frontiers of research in 
this area may be pushed back a little further. If new research is 
conducted, old procedures improved, and new methods adopted, 
this report will have accomplished its purpose. The suggestions 
found in this chapter are made in the various categories for seri- 
ous consideration and implementation. 


HOW MANY SHOULD BE RECRUITED AND TRAINED? 


State Departments of Education are the logical agencies to 
estimate the number of persons who are needed annually to fill 
the vacancies that exist in educational administration. Studies to 
date have produced only vague notions of these needs. These 
estimates by State Departments of Education should be used by 
graduate schools in determining the number of persons admitted 
to advanced courses in educational administration. 


Both supply 
and demand 


should be considered by certificating agencies in 
specifying requirements for administrative certificates. 


The following suggestions seem worthy of attention in this 
area: 


1. Standards for certification of school administrators should 
be cooperatively set up with full participation of representatives 
38 
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from the state department, colleges and universities, associations 
of school administrators, and lay groups. 

2. Better cooperation between states which exchange school 
administrators should be sought, with the aim of establishing 
similar certification standards and reciprocal courtesies. 

3. A study of supply and demand of school administrators in 
the various categories should be made on a national scale. 


RECRUITMENT OF SCHOOL ADMINISTRATORS 


In the building of a profession it is essential to secure a sufficient 
number of recruits with the requisite personal qualifications. In 
the past, many persons entered the field of educational administra- 
tion more or less by accident. It is now generally agreed that 
educational administration should have its own program for the 
selective recruitment of able young men and women. 

It is the joint responsibility of local school systems, state 
education agencies, and professional schools to carry on this pro- 
gram of recruitment and selection. The real potential of state 
department personnel in carrying out recruitment and selection 
has never been realized. Their wide travel and contacts make it 
possible for them to identify many promising persons who might 
be encouraged to prepare for educational administration. 

The two possible sources of supply are from the ranks of school 
personnel and from talented youth in college or elsewhere, who 
have the necessary qualities for administrative leadership. At the 
present time, most persons who enter administrative positions for 
the first time come from the teaching ranks. Consequently, young 
persons recruited to enter the teaching profession are also potential 
future school administrators. i 

Cocking! writes: 


Among our youth now in the senior class of the high schools of the country 


there are some who will in a very few years occupy important posts in 
School administration. Let us locate those youth who possess traits spe- 
cially applicable to school administration. Let us present to these youth 
now the possibilities, opportunities, and responsibilities of school admin- 


* W. D. Cocking, "Recruitment of School Administrators," School Executive, 1946, 


V. 65, p. 7. 
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istration. Let us give them the facts now which they need to decide 
whether or not they will prepare themselves as school administrators. 

The following suggestions are made concerning activities and 
projects in the area of recruitment: 

1. An attempt should be made to include information on school 
administration as a career in all literature used for the recruitment 
of teachers. In making talks to young people in high schools and 
colleges, speakers should be encouraged to mention the advantages 
of school administration as a possible career. 

2. Guidance leaflets dealing with educational administration as 
a career, similar to the one prepared by the University of Buffalo, 
should be prepared and widely circulated. 

3. Some consideration should be given the idea of preparing a 
series of supplementary readers on teachers, principals, and 
superintendents as community helpers. Units on education taught 
in the junior or senior high school might include a description of 
the contribution of the school administrator to education and to 
the life of the community. 

4. A color motion picture depicting the job of the school 
administrator might, in addition to being useful in recruitment, 
also help in giving the public a better understanding of the job. 
A well-written script for a television or radio program could be 
used for the same purposes. 

5. If college administrators in schools of education wish to 
compete successfully with other professional schools, business, 
and industry, an aggressive, active policy of recruitment must be 
carried on in a search for leadership talent. Career opportunities 
must also be provided more іп line with what is available else- 
where. 

6. There is great need for a study of the relative merits of 
promotion within a system and bringing in “new blood.” 

7. It is necessary to determine the positive and negative morale 
factors іп the superintendency that can be taken into account in 
recruitment programs. 

8. A study should be made of subsidization of graduate work 
to explore types of subsidies used in other professions, their effects 
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upon study, qualifications required of students, and sources of 
subsidies. 

9. An investigation should be made of communication and pub- 
lic understanding of school administration to determine the public's 
concept of the job of educational administration, the media of 
communication now in use, and those that might be useful in 
affecting public understanding. 

10. A survey should be made of the recruitment and selection 
procedures for administrative personnel in industry, business, 
government, armed services, and the professions. 


SELECTION OF PERSONS 
FOR TRAINING IN EDUCATIONAL ADMINISTRATION 


If the program of selective recruitment is effective, larger num- 
bers of promising young men and women will be applying for 
graduate work in educational administration. This should make it 
possible to be more highly selective in choosing those persons who 


should be encouraged to enter the profession. As methods of 
it may be desirable to consider 


selection increase in reliability, 
ined for educational 


limiting the number of persons being tra 
administration, as is the case in the other learned professions. 

As we wait for additional light on the concepts of the job of 
educational administration and the man, it might be productive 
to take the following action based on some of the hunches from 
the studies in related fields of leadership: 

1. Graduate schools of education should attempt to develop an 
application blank that contains items likely to be predictive of 
success in educational administration; determine correlation co- 
efficients of different items to the criteria of success and to each 
other; and develop a system of precise mathematical scoring of 
the validated items on the final blank. 

2. A project for standardization of recommendation blanks 
containing items of predictive value for success in educational 
administration should be developed. The same procedures should 
be used here as above. The use of items requiring forced-choice 


rating should be explored. 
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3. A pilot project should be set up to test the validity of the 
“buddy rating” or nomination technique for picking school ad- 
ministrators. Sociometric ratings are not difficult to collect and 
their reliability can be easily established. 

4. The usefulness of situational testing in the selection of school 
administrators should be determined by some pilot projects. It will 
first be necessary to define situations which are pertinent to the job 
of school administration. Research in the area of “families of 
situations" would offer some evidence as to the degree of transfer- 
ability of leadership from one type of situation to another and also, 
determine which ones go together. Adequate criteria will have to 
be discovered to measure the effectiveness of an individual’s per- 
formance in each type of situation. 

5. In adapting interest inventories for use in selecting persons to 
be trained in school administration, a key for the Strong or some 
other interest blank should be developed on the basis of responses 
from successful and unsuccessful school administrators. On the 
basis of the resulting profiles, it would be possible to determine 
what distributions on the scale indicate a successful or an unsuc- 
cessful administrator. The scale can also be given to students in the 
pilot projects to see whether the chosen leaders and the rejected 
individuals present similar patterns. 

6. Research is needed in order to examine the suggestion that 
values constitute the basis from which leadership evolves, and that 
values serve as a source and direction in educational leadership. 
It is suggested that since it requires very little effort to administer 
the Allport-Vernon Scale or other similar tests, evidence should 
be collected to determine the usefulness of this approach. 

7. There is need for a “case study” showing relationship be- 
tween success and essential qualities and factors possessed by, or 
lacking in, educational administrators. 

8. A national study should be made of the current practices for 
admission to doctoral study in educational administration. 

9. An attempt should be made to develop a self-test of person- 
ality including forced-choice items. This test should be adminis- 
tered to a group of successful school administrators and to an 


— 
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unsuccessful group to see whether it differentiates between the two. 

10. A study should be conducted to determine the usefulness of 

the stress interview in the selection of school administrators. The 
project should include special training for the raters and an 
improved rating blank including forced-choice items. 
А 11. Experimentation needs to be carried on using several pro- 
jective techniques to determine whether they are of value in 
selecting school administrators. The desirability of developing 
new tests rather than using ones now available should be con- 
sidered. 

12. Groups of successful and unsuccessful school administrators 
should be given the Authoritarian-Equalitarian Scale to determine 
if it has any relationship, positive or negative, to success and failure 
in school administration. If it is found that authoritarians do not 
make good administrators, the A-E Scale would give additional 
information in screening and selecting school administrators. 


RECRUITMENT AND SELECTION OF 
TRAINED ADMINISTRATORS 


Apparently school boards are in great need of assistance in the 


selection of a superintendent of schools. Therefore, it seems 
desirable to make the results of studies on this subject available to 
boards of education to assist them in one of their most important 
jobs. 

Because of the many excellent proce 
systems should share their experienc 
selection of supervisory and administrative pe 

In light of the above, the following proje 
sirable: 

1. There is a great need for a pam 
members with the latest findings on 


selecting a superintendent of schools. 
2. A pamphlet summarizing methods and procedures of city 


school systems in the recruitment, selection, and training of super- 
visory and administrative personnel would be of great value to 
superintendents in other city school systems. 


dures developed, city school 
es in the recruitment and 
rsonnel. 

cts seem highly de- 


phlet to acquaint school board 
methods and procedures for 
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Appendix 


Official Representatives and Participants in the Regional 
Team Meetings of the Team on Recruitment and 
Selection of School Administrators 


Cooperating Official Team Other Participants 
University Representative W. French 
Buffalo І. О. Cummings A. V. Linden 
Columbia W. S. Elsbree J. K. Norton 
Cornell L. H. Elliott H. Weitz 
Delaware C. Bish 
Duke W. A. Stumpf T. E. MeMullin 
George Washington L. W. Burnett W. E. Arnold 
Maryland R. H. Byrne R. Chandler 
New York F. C. Borgeson H. Gibbard 
Penn State W. A. Kearney W. D. Nixon 
Pennsylvania R. D. Matthews E. L. Prestwood 
Pittsburgh Н.Т. Olander T. Staton, U.S.A.F. 
Rutgers Air College 
Syracuse E. Gardiner K. Herrold 
Temple RT. Neagley A. Nelson 
Virginia F. G. Lankford 
West Virginia Q. F. Curtis 
CPEA Staff D. R. Davies 

F. C. McLaughlin 


NEW PROJECTS AND ACTIVITIES 
IN RECRUITMENT AND SELECTION 


The following projects and activities мег 
and Selection Regional Team Meetin 
1. The University of Buffalo is studying its testing program for Ed. D. 
candidates, initiating a guidance seminar for candidates in educational 
administration, and із planning a program for ca 
that would combine preparation for teaching and 


е reported at the Recruitment 
in January, 1953: 
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3. George Washington University offers courses jointly with another 
university with direct effects on the selection process. 

4. The University of Maryland is undertaking an extensive study of all 
admission procedures and tests, of the values of improved counseling, 
and is considering the possibility of developing a psychiatric examination 
for candidates in educational administration. 

5. New York University is planning a six-year program oriented toward 
job requirements rather than degree requirements, administrative intern- 
ships specifically related to individual needs of the intern, and closer 
cooperation between the administration faculty and the placement office. 

6. The University of Pittsburgh is making changes in its admissions 
procedures and comprehensive examinations. They plan to use the intern- 
ship as a situational test requiring candidates to demonstrate administra- 
tive ability on the job. A study is also іп progress to determine the factors 
that influence boards of education in their selection of a superintendent. 

7. Syracuse University reported the effective use of the Miller Analogies 
and C.A.V.D. tests іп the selection, closer integration of the selection, 
training, and placement processes, and the development of an intermediate 
program between the masters and doctorate that leads to a certificate of 
advanced study in administration. Progress was reported in the Syracuse- 
Alfred cooperative Ed. D. program. 

8. Teachers College, Columbia University, reported the use of the 
interview in screening candidates, the use of T. and D. groups in the 
processes of orientation and adjustment of new students, a complete 
revamping of students’ record systems, study and re-evaluation of all 
factors in the selection process, studies of student opinions and student 
needs, and experimentation with new recruitment devices. y Е 

9. Temple University is using problem situations іп screening candi- 
dates, closer cooperation of professors and placement officials, and is 
soliciting names of promising leaders from practicing administrators. i 

10. The University of Virginia is developing a plan to involve practicing 
administrators in the recommendation of promising persons for graduate 
work in educational administration- 


WILMINGTON PUBLIC SCHOOLS 
WILMINGTON, DELAWARE 


OFFICE OF SUPERINTENDENT 
February 16, 1953 


Dear Fellow Teacher: 

In response to my open letter of January ninth addressed to all members 
of our professional staff, you have indicated an interest in administration, 
supervision, or work in some special field. In order that we may have the 
latest information concerning your preparation and experience, as well as 
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an indication of a specific area toward which you prefer to work, please 
fill in the spaces below and return at once. 


со № 


10. 


. Name 
. Present assignment - 
- What responsibilities or special duties do you have in addition to your 


Sincerely, 


Warp I. MILLER, 
Superintendent 


regular assignment? 


- Of what professional committees hav 


- In what community agencies, activities, 


- To what professional or, 


. Name some books 


e you been a member during the 
past three years? (Educational Council, Committee on Professional 


Growth, Committee on Instructional Materials, Workshops, Curricu- 
lum Guides, etc.) 


or interests do you participate? 


ganizations do you belong, and in what way 
have you participated in their programs? 


What are your hobbies and avocational interests? 


(other than professional) which you have read 
within the past year. 
pum LL MEQUE фе 


. Academic or technical preparation: 


College Degree Year 


How many credits (college or/and professional) do you have beyond 
the degree indicated above? 


In what specific area of administration, Supervision, or special work 
are you interested? 


A. What preparation or training do you have in this field? 
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B. What experience to date have you had in this field? 


C. Suggest some experiences you would desire as a means of prepara- 
tion for this assignment. 


Attach an additional sheet, if needed, in order to extend any remarks you 
may care to make on the points listed above, but do not send in any 


credentials at this time. 


jie WS 
/ cS Library 
| v em 

х di 


ti 


I 
“% Calcutta > 
* 8, c ye 


DEVELOPMENT OF FUTURE ADMINISTRATIVE AND SUPERVISORY RESERVES 
WHITE PLAINS PUBLIC SCHOOLS 


THE NEED 


A reservoir of trained executive 
and supervisory personnel 


Replacements in next five to ten 
years will be more rapid than 
previously 


Probability of earlier retirement 
trend in next few years because 
of fifty-five year retirement 
plan 


High health break-down trend 
among supervisory and admin- 
istrative employees 


Future leadership of our schools 
makes need for program man- 
datory 


Improvement in morale 


THE OPPORTUNITY 


Demonstration of hidden 
capacities 


Satisfy personal desire to 
get ahead 


Utilization of additional 
talents 


А broadened personal 
knowledge and experi- 
ence 


Engage in major matters 
beyond usual line of 
duty 


Personal expression of 
opinion concerning poli- 
cies and practices 


THE PROGRAM 


Candidates 
Nominations by administrators, 
supervisors and fellow teachers, 
and personal application 


Qualifications 
Good personal characteristics 
of manners, dress, and adapt- 
ability 


Some evidence of leadership or 
executive aptitude 


Ability measurements 
Test given to nominees for in- 
formational purpose—not se- 
lecting factor 


The development schedule 
Quarterly conferences 
Special investigations and re- 
search assignments 
Assignment to educational 
meetings and conferences 


THE RESULTS 


Opportunity to evaluate ex- 
ecutive talents 


Preparation for supervisory 
and administrative re- 
placements 


Improvement in morale 
among all employees 


A reinforced administrative 
and supervisory organiza- 
tion to meet needs of our 
community 


Greater job security 
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THE DEVELOPMENT SCHEDULE 


Quarterly Conferences 


Meeting Places 


Board of education offices and school buildings in 
the district 


Conference leaders 
Members of groups 


Sample agenda 

General educational outlook—talk by superintendent 
or staff 

Topical discussions and conclusions on talk 

Discussion of school problems submitted in writing 
by members of the administrative staff 

School know-how techniques 

School personnel and organizational matters 

Reports on special investigations and research as- 
signments 


Special Investigations 
and Research Assignments 


Special projects assigned through 
professional staff 


May involve travel to other build- 
ings or schools 


Requested reviews of educational 
books and articles, both re- 
search and general 


Reports and Records 


Assignments to Educational 
Meetings and Conferences 


Including local meetings of Met- 
ropolitan School Study Council 


State and national meetings 


On occasion, the assignment may 
be made without regard to pre- 
vious knowledge of subject or 
issue for the purpose of broad- 
ening the experience of the 
assignee 


Complete minutes of quarterly conferences prepared and distributed to members of group and 


professional staff 


Reports of educational meetings and conferences to central office staff and board of education 
Personal folders retained by board of education on each individual will include such records as: 


xipuoddy 


Personal history 

Ability measurement test 

Performance and progress in development program 
Periodical qualification appraisal by group conferences 
Record of handling special assignments and reports 
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